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Programme Outcomes 
 
• Understand the purpose of coaching and mentoring within an organisational context 

 
• Understand the skills, behaviours, attitudes, beliefs and values of an effective coach 

mentor 
 
• Understand the role of contracting and the process to effectively coach or mentor 
 
• Understand the principles of effective coaching or mentoring in practice and how to 

evaluate benefits 
 
• Be able to plan and prepare for management coaching or mentoring programmes 

based on identified developmental needs and goals 
 
• Be able to undertake and record at least twelve hours of formal coaching or 

mentoring activity with one or more clients 
 
• Be able to reflect and review own management coaching or mentoring practice  
 
• Be able to assess your own skills, behaviours and knowledge as a coach and mentor 
 
• Be able to critically review and reflect on the effectiveness of your own practice as a 

coach or mentor 
 
• Be able to demonstrate how you have developed and how you plan to develop in the 

future as a coach or mentor 
  

 

 
 
 
 
 
 

Working with a partner, discuss why you are here.  In the box identify 

some outcomes you would like to get from attending the programme. 

(They may be different from the above). 
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Introductions to the programme and the people 
 

• Name 

• Something about your job role / work without the title 

• Something you enjoy about your work 

• What is it like to be here today? 

• Something that no one else knows about you  

• What do you bring that might support learning 

• What you bring that might inhibit learning 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  

What do you bring that might support & 

encourage learning in yourself and others? 

 

 

 

What might you bring that inhibits learning in 

yourself and others? 
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Section 1 
Understanding the skills, principles and practice of effective 
management coaching and mentoring 
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Creating an environment for learning and change 

In A Simpler Way by Margaret Wheatley and Myron Kellner-Rogers thery explain that 
environments are best thought of as sets of relationships organized by living beings. 
They quote Geneticist R.C. Lewontin who stated; “Organisms do not experience 
environments. They create them.” (Kellner-Rogers, 1996) 
 
Through this programme and workbook we will be exploring what environment and 
conditions are required for learning and change to occur. As a starting place let’s explore: 

 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
Many of the behaviours we hope to develop as part of this learning community are also the 
behaviours that will enrich a coaching relationship. We will explore some of these behaviours 
in more depth later in the work book. 
 
Before we go any further there is one condition that is worth highlighting now. It will protect 
both the coach and those being coached, it is one of the stalwarts of effective coaching. The 
condition is that of confidentiality.  The person being coached needs to be confident that 
the content of any coaching conversation is between them and the coach only.  
 
(There is usually a caveat to this. If the coach believes that there is some risk to either the 
person being coached or any parties they will inform the coach that they may have to inform 
other relevant parties.) 

What are the conditions we need to create a safe, effective and productive learning 
environment?  How do we need to be with each other? 
 

Professor Reg Revans who 
pioneered action learning 
once worked as a research 
scientist at Cambridge 
University with JJ Thomson 
and Ernest Rutherford.  
 
He was impressed by 
Rutherford’s insistence that, 
however eminent individual 
scientists were in their field 
that they were willing to 
share their doubts with each 
other.   
 
  
 
 

 

Revans remembered 
Rutherford asking at 

one of the regular 
meetings 

 
“What does your 

ignorance look like 
to you?” 

 
. 

The essence of a coaching approach 
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Positive influences within relationships 
 
In pairs, think about someone who has had a positive influence on your learning, 
development and performance and their intervention has resulted in movement and change 
for you.  It may have been a teacher, parent, grandparent, sports coach, dance/music 
teacher, work colleague / manager etc.  When thinking about that person try to capture 
below the knowledge, attitudes and skills that you remember which created the positive 
influence. 
 

 
 

Knowledge - of the situation and of you 
 

 

Attitudes & beliefs – toward you and the situation 
 

 

Skills & behaviours – they used with you 
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Approaches to leading and learning 
 

 
 

Directive          Non Directive 
 
Instructing, Training, Guiding Mentoring     Coaching 
 
The left hand side is where a person holds on to responsibility, control and directs more. 
They will be likely to be talking more, maybe showing or demonstrating. The other person is 
listening and watching. The belief is that I have the answer. 
Each movement to the right loosens a little bit of control and responsibility from that person 
to the other. It becomes more collaborative. Experience may be shared but the belief is the 
other person will find the answer or it will be found together. Both people can generate 
information and feedback that may be useful.  
On the right hand side of the continuum the person asking questions and listening doesn’t 
have the answer. They are trying to enable the other person to generate information and find 
it for themselves. 
 
 

Instruct, Tell and Share 
Experience

Enquire,  Ask Questions 
and Listen

Reflective Exercise 

Where do you usually or naturally operate on the above continuum when working with 
others? 

 

 

How does this change with different situations and different people? 
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Coaching Demonstration 

 
 
 
 
 
 
 
 
 

 
 
 
 
 

What are you seeing?  
How would you describe what you are seeing? 
Notice behaviours and skills - notice any stages 
Notice your own responses to what you are seeing 
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What is coaching? 
 
Coaching is difficult to define and differentiate from other activities such as mentoring 
training and counselling as they all can be seen as having similar aims and intentions.  
In researching definitions of coaching we have found the following questions useful; 
 
 What is it for?  
 Who benefits from it?  
 How is it done? 
 
We all will have our own views and definitions of coaching perhaps. Below are a small 
number of views from the world of coaching. 

Coaching is all of what Carl Rogers thought therapy should be. Carl Rogers was a leader in 
humanistic psychology. His greatest influence on the coaching field was his client-centered 
approach, though he died just before coaching took root. His approach was about the client’s 
goals, the client leading much of the process and not about treating mental illness or seeing 
clients as having problems. He believed he was there to serve the client. His philosophy was 
that the client is the only one that can heal themselves – love, support, and unconditional 
positive regard in an environment of total acceptance, without judgment, allowing them to 
speak and we listen more than we talk.                                                           (Brock, 2008) 
 
Coaching could be seen as a human development process that involves structured, focused 
interaction and the use of appropriate strategies, tools and techniques to promote desirable 
and sustainable change for the coachee and potentially for other stakeholders. (Bachkirova, 
2010, p. 1) 
 
Coaching is unlocking a person’s potential to maximize their own performance. It is helping 
them to learn rather than teaching them (Whitmore, 2011, p. 10)  
 
My definition is a simple one that conceals complexity, the coach works with clients to 
achieve speedy, increased and sustainable effectiveness in their lives and careers through 
focussed learning....Behind this definition are five important principles 

 

• People are resourceful 

• The coach’s role is to increase the coachee’s resourcefulness 

• It is a collaborative relationship 

• Take a whole life approach 

• Coaching is about change and action 
(Rogers, 2012, pp. 85-86) 

 
In his book; The Inner Game of Work, Timothy Gallwey explains how he stopped trying to 
make people change instead he asked questions such as: How is learning really taking 
place? What’s going on inside the head of the person doing the activity? What would happen 
if the person’s judgment of self and performance could be replaced by non-judgmental 
observation of fact? These questions led to a different way of working as he describes in the 
quotes below: 
 
The simple principles and methods of the Inner Game were based on a profound trust in the 
student’s natural capability to learn from direct experience. (Gallwey, 2003, p. xxi)  

 
Then I realised it was natural magic – the way learning was supposed to be. As coach, my 
first responsibility was to maintain a non-judgmental focus, provide appropriate opportunity 
for natural learning, and stay out of the way. (Gallwey, 2003, p. 11) 
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The contexts for coaching  

Coaching can happen at a number of levels that lead to change and benefit at individual, 
relationship and organisational level. Coaching may have the intention of: 

• Influencing an external change in performance, behaviour and the outcome of the 
task / job 

• Enabling an internal change and personal / professional awareness and development 
to occur 

Often these go together and one will naturally result in the other. With this potential for 
change in mind it is useful to consider different levels of learning - single and double looped: 

Single-loop learning - coaching for incremental improvement is helping 
people to continuously improve their current practices or do what they are 
already doing better.  

Double-loop learning - coaching people to learn to do new things is 
enabling people to reshape their patterns of thinking with the intent of helping 
them break through impasses and learn to do different things  

Added to this is the idea of transforming who people are: empowering people to create a 
shift in their context or point of view about themselves with the intent of helping them learn 
and grow. They start to see themselves, others and the world differently.  

In the context of work in an organisation coaching can be beneficial in a number of ways and 
the focus can be provoked by reflection on practice such as shown below. 
 
Coaching focussed on performance  

 
This is what I did and I am not happy with it 

 
The outcome of the coaching is improvement in performance and quality - ‘I understand how 
I could have done that better with different results’ 
 
 
Coaching focussed on learning and development  

 
This is the situation and I am not sure what to do 

 
The outcome is applied learning – I now know what I am going to try that is different and new 
 
 
Coaching focussed on wellbeing and resilience  

 
This is the situation and I am really tired of it’ 

 
The outcome is restorative – ‘I feel restored and am more ready to go back out there’ 
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What is the essence of Coaching? 

Coaching begins with the understanding that everyone who engages with coaching has 
within them some yet untapped potential.  This ‘potential’ will help the individual either 
recognise they already have the skills within them or identify the process they need to adopt 
to gain these skills. 
 
The core principles of Coaching are that it is non critical, non-judgemental and confidential. It 
is based on a relationship between the coach and the person being coached (pbc). This 
relationship needs to possess some foundational qualities such as: 
 

• Trusting 

• Confidentiality 

• Non-directive 

• A relationship of equals 

• Holistic 

• Encouraging and ethical 
 
John Whitmore identified two key elements that are crucial for people to develop through 
coaching; awareness and responsibility. (Whitmore, 2011)  The coach works with the 
client to raise their awareness and responsibility in areas of their work life, recognising that 
these will impact in their wider life.    
 
Awareness 
 
Throughout the coaching process the aim is to actively seek to raise the pbc’s awareness by 
focusing their attention on what is happening and in what context.   By asking specific 
questions the pbc becomes more self-aware which is key, as knowing what is happening in 
and around you is crucial if a person is to develop and improve performance. 
 
 
Responsibility  
 
Supporting the pbc to take responsibility for 
their actions and thoughts is a key element of 
the coaching process.  What is it that they 
can do or change? Responsibility grows out 
of awareness.   
 

 
 
 
 
 
 
 
When we truly accept, choose or take responsibility for our thoughts and our actions, 
our commitment to them rises and so does our performance (Whitmore, 2011, p. 31) 
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The nature of change  
 
There are many theories of change that have a relevance to this approach that we are 
calling a coaching approach.  
 
Humanistic approaches to people development are built on a strong belief that there is a 
natural desire in humans to grow and develop.    

Collins and Porras (Collins & Porras, 1994) suggest that individuals need stability and 
continuity as well as development, growth and change. They saw that individuals have a 
basic need to preserve their core at the same time that change and development are 
occurring. They saw these two elements working together, and paradoxically, the stronger 
the core, the more ability and opportunity an individual has to embrace change pro-actively 
and to stimulate progress with purpose.  
 
Kurt Lewin (Lewin, 1947) developed some thinking about key stages of a change process. 
These are still commonly used as underpinning principles in understanding change today.   
 
Unfreezing is the stage in which the person prepares for change. A recognition for the need 
change has to occur, alternatives are identified and a proposed course of action selected. In 
addition to these planning activities, action must be taken to ‘unfreeze’ existing attitudes and 
behaviours in order to allow the changes to occur.  

 
Transition occurs during the stage in which the new ways of doing 
things are implemented. Usually this requires changes of 
behaviours, values and attitudes as well as applying new skills. 
Achieving this during a short period of time when all the focus is on 
the change, is relatively simple compared with trying to sustain the 
changes in the longer term, hence for need for the third stage 
‘refreezing’. 

 
Refreezing is about action to reinforce the changes that have occurred and to ensure that the 
new ways of doing things have become new habits or, are embedded in the person’s way of 
being and doing. Often personal change fails because people revert to their old ways rather 
than continuing to live their new habits. Sometimes we say that a person has reverted to type. 

 
Paradoxical theory  
 
In what is known as a gestalt approach (an approach that underpins much coaching and 
therapy) practitioners work with what is called the paradoxical theory of change. This theory 
suggests that people change when they embrace who they really are, not when they try to 
become how they believe they ‘should be’.   
 

Change does not take place through a coercive attempt by the individual or by 
another person to change him [her], but it does take place if one takes the time and 
effort to  be what he [or she] is – to be fully invested in his [her] current positions. 
(Beisser, 1970, p. 77) 
 

This approach to change states that ‘it is by heightening our experience of what is, and 
bringing these aspects of ourselves in to full awareness that change can occur, even though 
this may be uncomfortable.’ (Sills, et al., 2012, p. 36) 
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Common barriers or resistances to change 
 
We can sometimes be quick to assume why any one individual might be wary of, or find it 
difficult to change.  We can quickly come to a conclusion that they just don’t like change, 
they’re stuck in their ways.  Sometimes it is true that people have different responses to 
change 
 
Myers Briggs Type Indicator (a psychometric test working with personality types) highlights 
that different personality types respond differently to change. If for example we compare words 
and descriptors commonly used in connection with two of the MBTI types Sensing and 
Intuition we can see that the two preferences might respond very differently to personal 
change. 

 
 

 

 
 
  

Sensing preference  Intuition preference 

Sensing 
Details 
Present 
Practical 
Facts 
Sequential 
Directions 
Repetition 
Enjoyment 
Perspiration 
Conserve 

Intuition 
Patterns 
Future 
Imagination 
Innovation 
Random 
Hunches 
Variety 
Anticipation 
Inspiration 
Change 

Sensing Intuition 

Lives in the present,  
enjoying what’s there 

Lives towards the 
future anticipating 

what might be 

Sensing Intuition 

Likes set procedures, 
established routines 

Likes change and 
variety 

Sensing 

Intuition 

Starts at the 
beginning, takes 
a step at a time 

Jumps in 
anywhere, leaps 

over steps 
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Where have we got to so far?  
  
Through our Space2think coaching programmes we have worked in 
different sectors with leaders, managers, staff and young people. The 
application of a coaching approach seems to be both wide and deep. We 
have had feedback to show the range of people where a coaching 
approach fosters a productive and effective learning relationship; 
managers with staff, teachers with pupils, colleague to colleague. 
 
From the world of education we have come across the following insight and view. 
 

 “I know something you should know and I’m going to make you learn it” – is above 
all else what prevents learning. We don’t have to make human beings smart. They 
are born smart. All we have to do is stop doing the things that made them stupid. 
Ingenious teachers, gifted teachers, teachers who are good at thinking up new and 
better ways to teach things, can do just about as much harm to their students as the 
teachers who are content to plug along with the standard workbook and teacher’s 
manuals. These gifted teachers can’t stop teaching…. And most learners, children 
above all, can’t break free of their teachers  (Holt, 1982, p. 161) 

 
When I am being very directive and controlling I am also assuming responsibility for learning 
and outcomes. I can diminish the responsibility of another quite easily and a certain pattern 
to the relationship is established that potentially impacts us both in the short and long term. 
This behaviour can also be apparent in our adult relationships at work. Many managers say 
that they have had hardly any training or none to work with adults, their colleagues. When 
they have responsibility for managing other adults in their role this can sometimes be 
significant. This is probably true in most organisations. 
 
Whether with adults or children, taking a coaching approach is at its heart about fostering a 
learning relationship. Both people have to be open to learning and behave together in a way 
that is conducive to learning. This involves respectful communication, the desire to enquire 
and reflect, have curiosity to question and shine a light on the topic or subject matter. Both 
people need to be able to trust each other and be willing to be open about the weight of 
responsibility in the relationship and for any actions or change agreed in the conversations 
and experiences. They need to be truthful.  
 
Coaching should allow for the dignity of the person being coached to have a full role and 
responsibility in solving his/her own problem, improving performance or learning something 
new.  

We learn, when we respect the dignity of the people that they cannot be denied the 
elementary right to participate fully in the solutions to their own problems. Self-
respect arises only out of people who play an active role in solving their own crises.... 
To give people help, while denying them a significant part in the action, contributes 
nothing to the development of the individual. In the deepest sense it is not giving but 
taking—taking their dignity. Denial of the opportunity for participation is the denial of 
human dignity and democracy. It will not work. (Alinsky, 1971, p. 123) 

 
A learning relationship honours and respects the uniqueness of each individual. It also 
honours the idea that more awareness can be gained in relationship. It allows for two 
sources of feedback. 
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How is Coaching different from Mentoring?  
 
Mentoring 
 
In Greek mythology the word ‘mentor’ is associated with Odysseus the king 
of Ithaca. He went to fight the Trojan War entrusting his son Telemachus to 
his old and trusted friend, Mentor, for care and direction. Mentor carried out 
his duties for 10 years after which son and father were reunited. 
 

As time has gone on ‘mentor’ has become synonymous with trusted 
adviser, friend, teacher, wise person, the Oxford Dictionary defining it as: 
“experienced and trusted adviser”.  
 
In a practical guide to mentoring it is described as;  
 

“A relationship between two parties, who are not (usually) connected within a line 
management structure, in which one party (the mentor) guides the other (the mentee) 
through a period of change and towards an agreed objective or assists them to 
become acquainted with a new situation” (Kay & Hinds, 2012) 
 

The relationship between mentor and mentee is very much mentee-centred, this means that 
it focuses on their professional and personal development.   
 
It may include the giving of advice based on past experience, information, establishing facts, 
sign-posting, self-appraisal, etc.  Whatever the techniques, the emphasis is on enabling and 
empowering the mentee to take charge of their own development and their environment.   
 
To allow this transition the importance of interpersonal skills is essential.  These skills 
include listening effectively, empathy, understanding a non-judgmental approach and the 
ability to facilitate through skilled questioning. 
 
Mentoring is… 

• A relationship with an agreed purpose / outcome / boundary 

• A relationship with agreed means of contact 
• A relationship within boundaries (time, frequency, subject) 
• Confidential 
• Often recorded 

• Reviewed 

 
In summary the role and behaviours of a mentor can be very similar to that of a coach. 
Mentoring implies that the mentor has in the past faced similar experiences that the person 
being mentored is now facing. They have walked that path before and have relevant 
experience to draw on and share. They may seek to teach or show an individual how 
something should or could be done or help them by example to find a solution.  It is usually 
carried out by a more experienced person in the particular field. 
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Notes Page  
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Listening 
 
 
 
 

 

 

 

 

Listening is perhaps the most precious of all the skills and the one often in shortest supply in 

people’s lives. Listening is shown by 

• Focussing on the individual 

• Taking in the whole of the message being communicated 

• Being alert to the words expressed and the feelings infusing the words 
 
Listening is a natural consequence of bringing a strong intention to giving attention to 
another person. Listening essentially means not talking. It involves observing the person’s 
body language, words spoken, tone and speed of voice. Listening is a skill and can be 
learned.  
 
If the problem, issue or topic of focus belongs to someone else, listening to them is often the 
most helpful response. 

 

 
 
 
 
 
 
 
 
 
 
  

You 

 
Eyes 

Undivided attention 

Heart  

Ear 

 

Most people do not listen with the intent 

to understand; they listen with the intent 

to reply (Covey, 1989, p. 239) 

If you want people to trust you and if you 

want to build a climate of trust in your 

organisation, the listening- to- talking ratio 

has to be in the favour of listening (Jim 

Kouzes, 2008 (4th Edition), p. 245) 

 

The key behaviours and skills of an effective coaching approach  
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One part of listening is often called attending; the behaviours that I will likely exhibit when I 
have a strong intention as a coach to listen are: 
 

• Keeping eye contact 

• Supportive head movements and facial expressions 

• Avoiding or minimising distractions 

• Appropriate distance and position 

• Mirroring and matching body posture 
 

Beyond this attending we are seeing and hearing – we are noticing non-verbal and 
verbal clues from the other person such as: 

 

• Expressed or hidden feelings  

• Discrepancies in descriptions and behaviours 

• Their tone of voice and choice of words 

• Their body language  

• Their current state  
 

Along-side seeing and hearing we begin to respond – (sometimes known as Reflective or 

Active Listening) 

What is said in response to the person being coached is often critical: any inferences made 
from observation or listening have to be checked out tentatively, because they may not 
necessarily be correct. Responding skills can be applied at two levels 
 

• Responding to content, often through reflecting back a summary of the words 
expressed 

• Responding to feelings, by reflecting back your understanding of the feelings 
expressed or observed 
 

 
 

 
 
One useful prompt to aid our listening is the four Fs model: 
 

Facts – what happened or is happening? Feeling – how are they feeling about the 
situation? 

Findings – how are they interpreting the 
situation (what are you making this mean?) 

Future – What is possible for the future? 

Any talking by the listener is mainly for the benefit of the 

talker. For example does what you say help the person get 

in touch with how they are feeling, or move forward if stuck?  

Reflective listening is an approach that enables the person 

talking to become more in touch with what they are saying, 

how they are feeling and to experience being really heard. 

To reflect is to do what a mirror obviously does.  
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Listening Exercise 
 
 
How effective are my listening skills?  
 
1. If I had to choose between speaking and listening the choice would be… 

 
 
2. I tend to interrupt people when… 

 
 
3. When people are expressing their emotions I feel… 

 
 
4. I find it easy to listen to people when… 

 
 
5. People I tend to find it difficult to listen to include… 

 
 
6. Listening comes easy to me when… 

 
 
7. I become easily distracted when I am listening if… 

 
 
8. The best listener I know is……..               

                                  
 
9. I like people who listen to me because…. 

 
 
10. I know I actively listen well when… 

 
 
11. To become a more effective listener I need to… 

 

 
 

Ways I can improve my listening 
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Inquiring with and into – use of questions 
 
Asking not telling is probably the easiest way to summarise one of the key skills of coaching.  
Asking a question is an invitation for the other person to speak. We encourage participants 
on our coaching programmes to speak less than the person they are coaching.  
 
The role of the coach is to ask questions that help the person being coached broaden and 
deepen their awareness and take appropriate responsibility for decisions and actions.  
One of our favourite writers, Parker J Palmer, writes about questions that neither invade nor 
evade the other person.  
 
Questions can help the person being coached explore a number of areas such as; the 
current situation, how they would like it to be in the future, what choices they may have, what 
decisions and actions they may take. 
 
Some questions naturally help the other person open in their awareness and may work with 
both the external situation such as establishing facts and also the inner world of the person 
such as thoughts and feelings. 
 
Questions can also close people down, invading their privacy too quickly or inappropriately 
in the sense that they serve the interest of the person asking the question more than the 
person answering. 
 
Invasive questions can also contain a hidden suggestion or instruction. 
 
Questions that really help the coaching process are born out of good attention and 
observation. You have a real awareness of the person being coached, what they are saying 
in words and body. This is strongly linked to your ability to observe and listen well and being 
aware of the language the other person is using as well as what they are not saying.  
 
That is only half of the awareness. You also have an awareness of yourself, your own 
thoughts and feelings and body. Both you and the other person are valuable sources of 
information and data that can elicit feedback and good questions. 
 
It is quite difficult to provide a list of questions that may be useful as each coaching dialogue 
is quite unique (Here are a few that may help you get going) 
 

• What would you like to talk about today? 

• What do you want to focus on today? 

• What would be useful for you to talk about? 

• What happened? 

• Could you say a bit more about that? 

• How would you like it to be?  

• How have you dealt with something similar in the past? 

• What does/that look like? 

• What’s that like for you? 

• How does it impact you? 
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The quality and type of question can influence a coaching relationship and the quality of 
coaching.   

 
“If I had an hour to solve a problem and my life depended on the solution, I would 

spend the first 55 minutes determining the proper question to ask, for once I know 

the proper question, I could solve the problem in less than five minutes.” (Albert 

Einstein) 

The type of question is important and there are many different types of questions used in 
coaching such as 
 

Open   ‘Tell me about....?’ 
“What happened when…?” 
How did you feel about..?” 

Encourages the person to 
talk.                                                                      
Useful as an opener 
They leave an open field in 
which to answer 
 

Closed (use with 

caution) 
‘Have you...?’ 
“What time was that?” 
“How many people worked with you?” 
 

Closed questions require a 
one or two word answer and 
are used to establish single, 
specific facts 
 

Probing  ‘What was the most...?’ 
‘What did you learn...?’ 
‘Can you give me an example? 
 “What exactly did you say…?” 
“How did you go about it…?” 

Probing questions are used 
to fill in the details. They are 
the questions that can tease 
out details in specific areas 
to investigate more  in depth 
 

Comparison or 
Check 

‘Do you enjoy this type of work or do 
you prefer solving technical 
problems?’ 
“Which of the two do you prefer, 
Apple or PC? Why?” 
 

Useful when the choice of 
alternatives is a fair one 
Check questions are an 
alternative to closed 
questions but are more likely 
to extract information as 
they can easily be followed 
by “Why?” “How?” Or “What” 
 

Hypothetical ‘What would you do if...?’ Helps the learner to think 
about new ideas 
possibilities.  Check 
understanding of procedures 
 

Leading (use with 

caution) 
‘Do you think you need more of a 
challenge?’ 

Moving the discussion along 
and discussing solutions. 
 

Reflective ‘You seem upset about...?’ 
“You say you over reacted, in what 
way?” 

Very powerful – reflects 
back the emotional content 
of the person’s statement.  
Useful in defusing 
emotionally charged 
situations. 

 
NB Try to avoid using multiple questions – these can be confusing. 
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Silence 

Silence is often something that some of us humans are a little 
uncomfortable with. We are not sure what to do. Shall we fill it? Shall we 
leave it?  We have concerns about what the silence might mean. 
 
We can get drawn into phantasy; I must have done something wrong, they 
are not engaging with this process. Often these phantasies are only alive in 
the coach’s’ mind. 
 
When silence is present it does not mean that communication has stopped it just means that 
the communication is happening in a different away. 
 
Often silence is a place of reflection: the person we are coaching is thinking, sometimes they 
are trying to recollect, or trying to imagine something in the future, sometimes they are trying 
to locate a feeling or a thought.  
 
What is important is that as a coach you can become aware of your own relationship with 
silence. One skill is to be able to start to discern whether a silence is an active silence where 
the pbc is ‘working’ or is it a ‘stuck’ silence where a question from the coach may be useful 
to help move the pbc forward.  
 
The more you practice allowing silence do its work the more likely you will be able to 
recognise if the silence is one of; stuck-ness, boredom, reflection or resistance and therefore 
make the most appropriate intervention.  
 

 

  

How are you with silence?  
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The place of feedback in coaching 

Information about performance and behaviour that leads to an action to affirm or 
develop that performance or behaviour’  
(Thatcher, Vol 12 No7, July 1994)  

 
The worst feedback is personal and judgemental. The most effective is subjective 
and descriptive. (Whitmore, 2011, p. 122) 

  
Within a coaching relationship and process there are three main opportunities for feedback. 
 
1. Feedback as a way of creating material for the person being coached  
 
Sometimes within a coaching relationship and especially in the early stages of that 
relationship it can be useful to have some learning material to start with. Often this feedback 
is about the pbc’s performance, behaviours, or opportunities. This may come from 
observations, line managers meetings as well as less formal sources. Diagnostic and 
assessment processes and resources can be useful for this as well. 
 
2. Feedback in the coaching moment for the person being coached 
 
Often, when coaching we experience the person being coached in ways that confirm or 
contradict what they are presenting. For example they might say ‘I am totally ok with the 
situation’, however their body language seems contrary to their words. As a coach you may 
choose to offer back to them some feedback of your experience of their contradiction.  
 
You may also choose to offer feedback about certain language that they may be using, or 
patterns they exhibit. For example: You have used the phrase ‘I don’t like’ 4 times in the last 
few minutes. You may then ask them a question about their not liking. Your feedback in the 
moment could be communicated as a noticing, e.g. I notice that you seem to be avoiding 
making a decision. 
 
Sometimes the feedback offered might be based on how you experience them at any given 
time; e.g. I am experiencing you showing strong emotion. This can be useful for the person 
being coached as they may not be fully aware of how they are expressing what they are 
feeling or thinking. 

 
3. Feedback about the coach’s practice for the person coaching 
 
There are a number of ways that a coach can gain quality feedback about their performance 
as a coach. One could be the self-generated feedback as described in Jonathan Whitmore’s 
model described later in this section.  
 
Another could be asking for feedback from those you are coaching. You could 
create your own bank of questions to ask them; what did I do that helped you 
learn? What did I do that helped you move forward? You might ask specific 
questions about behaviours you are particularly interested in developing. 
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In Coaching for Performance Jonathan Whitmore introduces a helpful model of feedback 
that can be used well in all the three areas of feedback we have identified. The example 
used below is that of someone presenting to a group. 
 

 
In many workplaces we recognise that feedback is often seen and experienced as evaluative 
judgment by one person to another. This often creates an environment of tension that 
negatively impacts learning and performance. People do not learn and perform well when 
tight and tense. Valuable feedback is information that enables learning and impacts 
positively on development and performance.  
 
The final type of feedback described in the table above invites the learner to engage fully 
with a process of evaluating their own performance. Primarily it raises self-awareness 
surrounding their performance. Responsibility for doing things differently sits with the 
learner/performer. 
 
This type of feedback seen in the final descriptor above; ownership with detailed non – 
judgemental description, leads directly to commitments for future actions. This is what I did 
this time (descriptive) and this was the result (descriptive) and this is what I will do next time 
(descriptive) to produce these results (descriptive). 
 
Whitmore states that generating high quality relevant feedback, from within rather than from 
experts, is essential for continuous improvement, at work, in sport and in all aspects of life. 
What he is suggesting that we need to develop the ability to create this feedback for 
ourselves. As managers we need to be thinking about how we encourage those we manage 
to develop this quality of feedback for themselves. (Whitmore, 2011) 

Type of feedback  Example Impact 

Personalised Criticism you are useless 
 

Devastates self– esteem  
Erodes confidence 
Likely to ensure future 
performance is worse 

Judgemental comment The presentation was useless Provides no information that 
the receiver can work with. 
Although less personal is 
likely to still damage self 
esteem 

Information but no 
ownership 

The presentation content was 
clear and concise, but the images 
and language used were too down 
market for its target audience 

Avoids criticism and provides 
the receiver with some 
information on which they 
can act. Insufficient detail 
and the feedback generates 
no ownership. 

Ownership with no real 
description 

How did you feel the presentation 
went? 

Receiver has ownership but 
is likely to respond with 
general value statements 
e.g. it was good, great or 
rubbish. 

Ownership with detailed 
non – judgemental 
description 

What was the essential purpose of 
your presentation? To what extent 
did the presentation achieve this? 
What are other points that you feel 
you might have needed to 
emphasise? Who did you see as 
the target audience? 

Receiver is invited to take 
ownership and give 
descriptive and non-
judgemental description of 
the presentation and the 
thinking that went on behind 
it. 



 

28 
 

Another framework that is useful when considering feedback is that of the Johari window. 
This is a simple but useful tool for illustrating and improving self-awareness. 
 
It works with the idea of there being four ‘panes’ through which we have awareness of our-
selves and in this case our understanding about our performance and, or behaviours. 
 
 

(Adapted from a design by Alan Chapman 2014 based on Ingham and Luft's Johari Window concept) 

When thinking about coaching we are often working within the open, hidden and if possible 
the blind ‘panes’. We are supporting the pbc to raise their awareness of themselves, their 
behaviours and their performance by looking at themselves or inviting the observations of 
others.  
 
A coach can offer non-judgmental observations where appropriate (blind quadrant) asking 
them to check this out for themselves and also be a mirror to the person being coached 
(hidden quadrant) to enable them to get increased feedback from their own direct experience 
and results enabling further self-awareness. 
 
This allows them to create their own feedback from within themselves as well as from 
outside themselves. We are taking an approach to generating feedback that has two 
valuable sources and involves a collaborative approach. 
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Section 2  
Undertaking management coaching or mentoring in the workplace 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

31 
 

The Core Conditions 

This builds on previous learning about the skills and behaviours of coaching but there are 
also some other themes that are worth considering. 
 
One useful way of starting to think about understanding and developing coaching 
relationships is to consider the work of Carl Rogers; 
 

Individuals have within themselves vast resources for self-understanding and for 
altering their self-concepts, basic attitudes, and self- directed behaviour; these 
resources can be tapped if a definable climate of facilitative psychological attitudes 
can be provided. 
 
There are three conditions that must be present in order for a climate to be growth 
promoting. These conditions apply whether we are speaking of the relationship 
between therapist and client, parent and child, leader and group, teacher and 
student, or administrator and staff.  (Rogers, 1980, p. 115) 

 
The three conditions demonstrated by the many people in the professions are: 
 

• Empathy - to really try to understand from the experience of the client and communicate 
this understanding back to him/her. 
 

• Unconditional Positive Regard - to accept and respect them as a person, to be non-
judgemental 

 
(These 2 characteristics can be summarised in the native American Indian proverb below  
"Oh Great Spirit, help me never to judge another, until I have walked two weeks in his 
moccasins") 

 

• Congruence - to be genuinely you not hiding behind a mask or professional facade. To 
be able to report genuine feelings, be real, be seen 

 
Timothy Gallwey (Gallwey, 2003) contributes to thinking about coaching relationships with 
his belief that behaviour always serves some function or purpose. Behaviour patterns can 
also become habits. Until we find a better behavior pattern to serve our purpose or function, 
current habits will persist. We can try to change both external behavior and internal behavior. 
The inner game work initially developed by Gallwey in the game of tennis recognized that 
there was both an external game on the court and an inner game in the person occurring.  
 
He experimented with approaches and considered the importance of developing the 
athlete’s ability and habit of non- judgmental attention and awareness. When judgmental 
attention and awareness are present in athlete or coach he observed that learning and 
performance was impacted for the worse. Judgment often creates tightness not relaxation.  
 
He described this as interference to the learning process. Non- judgmental attention and 
awareness led to less interference and more natural learning and performance. He defined 
judgment as the act of assigning positive or negative value to an event. He believes that 
specific judgments can become general judgments and they can become self-fulfilling 
prophecies. Non-judgmental awareness does not mean ignoring errors or quality of 
performance. It means increasing your awareness of what actually is by seeing and feeling. 

Understanding and developing coaching relationships 
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Openness and Vulnerability   
 
In the coaching process when a participant offers to present something that they wish to 
illuminate and work on, he or she, in that choice show openness, vulnerability and courage. 
 

Vulnerability is not weakness, and the uncertainty, risk and emotional exposure we 
face every day are not optional. Our only choice is a question of engagement. Our 
willingness to own and engage with our vulnerability determines the depth of our 
courage and the clarity of our purpose, the level to which we protect ourselves from 
being vulnerable is a measure of our fear and disconnection. 
 
Rather than sitting on the side-lines and hurling judgment and advice, we must dare 
to show up and let ourselves be seen. This is vulnerability. This is daring greatly. 
(Brown, 2013) 

 

It is in an environment of openness, courage and vulnerability that the best coaching takes 
place with the greatest benefit to individuals and organisations. It often involves a sharing of 
something that is currently hidden. It acknowledges that I am not self-sufficient in terms of 
my ability to learn, I need others in that process. 
 
In ‘A Hidden Wholeness’ Parker J Palmer introduces the idea of ‘being alone together’. 
(Palmer, 2003) He writes about the importance of protecting a person’s aloneness which 
means neither trying to fix or abandon a person. He believes that people experience their 
situations, relationships and responsibilities uniquely, but can learn in community. A 
coaching relationship should be able to support and hold a person and their uniqueness 
within the process and with insightful questioning from another enable relevant learning and 
action to emerge.  
 

Equality within the coaching relationship 
 
In peer coaching the balance of give and take is an important consideration for the coaching 
learning environment. For trust and openness to flourish each member has to contribute to 
the development of the environment by being actively involved as both coach and the person 
being coached. Both parties need to be willing to be vulnerable and help others in their 
vulnerability 
 
Within coaching there is an attempt to create equality between coach and the person being 
coached. The coach does not necessarily come into the relationship with a power created 
through their knowledge or expertise of the topic they will be coaching on. Even if the coach 
has some responsibility for performance for the person being coached they aim to put aside 
their hierarchical position. (See section on integrating a coaching approach in your 
organisation).  
 
Both coach and the pbc are open to learning, there is no sense of expert and novice but a 
sense of one person is there to support the other person with their own learning. They are in 
a sense a thinking partnership. 
 
On another level there is always a level of inequality in the coaching relationship. The coach 
invites the pbc to disclose, to be vulnerable and to share possible weakness. This 
automatically places the coach in a possible position of power. The coach may leave a 
coaching conversation with insights into the inner and outer world of the person be coached. 
The pbc often will leave knowing nothing of the inner world of the coach. 
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There may be an inevitability around this. The important factor is that the coach is honouring 
of this inequality and does not use the inherent power of their role in unethical ways. 
 
These two short sections highlight the importance of the condition of confidentiality that we 
mentioned right at the start. 
 

Building Rapport  

Rapport is the ability to connect with an individual and is the basis of communication, the 
foundations upon which a relationship is built. It is about demonstrating to another that you 
care about them and are willing to enter their world without judgement. It is not necessarily 
about liking a person, but about developing an understanding of them. 
 
Establishing rapport creates an environment of trust, confidence and participation. It is the 
first step to building a bridge between a coach and person being coached. Paradoxically an 
environment of trust, confidence and participation build rapport.  
 
If you are working with the behaviours and skills that we have already mentioned, especially 
listening, attending, seeing, hearing and responding, rapport is likely to happen naturally. We 
will often begin to mirror or match their body language and their words. 
 
We often consider how we can specifically use language to build rapport. Sometimes within 
coaching we talk about clean language. 

Clean Language is concerned with hearing and using the metaphorical language that a 
person being coached uses. Using this clean language helps build rapport as we mirror and 
match the pbcs’ language it can also start to reveal the hidden depths of our thought 
processes. 

When we talk about metaphorical language we are referring to thinking or expressing 
something in terms of a different concept or image. For example if someone says, "It's like..." 
or "It's as if…" then the next thing you'll hear is probably a metaphor. 

A metaphor is the use of imagery, to represent thoughts and feelings. Our everyday 
language is full of metaphors. They make abstract ideas more tangible, and can contain 
large amounts of subtle and complex information, including emotional information. 

This approach relies on the coach’s ability to hear the language of the person being coached 
(attending, seeing and hearing) and responding using their language. At times we might also 
move in to clean questions where we ask questions that refer to the metaphor, we stay with 
the metaphor and do not try to jump to conclusions about the meaning of 
the metaphor. 

So for example if the pbc says that I have hit a brick wall, the coach would 
not ask, what is the meaning of the wall? They would ask questions about 
the nature of the wall; what is the wall like? Can you tell me more about 
the wall?  The invite is for the person being coached to go deeper into 
their metaphor. 
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Your observations and questions from the rapport activity  
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Values, Beliefs, Attitudes 

As human beings, we all have our own values, beliefs and attitudes that we have developed 
throughout the course of our lives. When coaching we may be consciously or unconsciously 
working with an individual’s values, beliefs and attitudes as well as our own. 
 
The Nature of Values 

Schwartz, S. H. (2012).  
 
When we think of our values, we think of what is important to us in life. Each of us holds 
numerous values (e.g., achievement, security, benevolence) with varying degrees of 
importance. A particular value may be very important to one person but unimportant to 
another. The value theory (Schwartz, 1992, 2006a) adopts a conception of values that 
specifies six main features that are implicit in the writings of many theorists: 

 
(1) Values are beliefs linked inextricably to affect. When values are activated, they 

become infused with feeling. People for whom independence is an important value 
become aroused if their independence is threatened, despair when they are helpless 
to protect it, and are happy when they can enjoy it. 

 
(2) Values refer to desirable goals that motivate action. People for whom social order, 

justice, and helpfulness are important values are motivated to pursue these goals. 
 

(3) Values transcend specific actions and situations. Obedience and honesty values, 
for example, may be relevant in the workplace or school, in business or politics, with 
friends or strangers. This feature distinguishes values from norms and attitudes that 
usually refer to specific actions, objects, or situations. 
 

(4) Values serve as standards or criteria. Values guide the selection or evaluation of 
actions, policies, people, and events. People decide what is good or bad, justified or 
illegitimate, worth doing or avoiding, based on possible consequences for their 
cherished values. But the impact of values in everyday decisions is rarely conscious. 
Values enter awareness when the actions or judgments one is considering have 
conflicting implications for different values one cherishes. 

 
(5) Values are ordered by importance relative to one another. People’s values form an 

ordered system of priorities that characterize them as individuals. Do they attribute 
more importance to achievement or justice, to novelty or tradition? This hierarchical 
feature also distinguishes values from norms and attitudes. 
 

(6) The relative importance of multiple values guides action. Any attitude or 
behaviour typically has implications for more than one value. For example, attending 
church might express and promote tradition and conformity values at the expense of 
hedonism and stimulation values. The trade-off among relevant, competing values 
guides attitudes and behaviours (Schwartz, 1992, 1996). Values influence action 
when they are relevant in the context (hence likely to be activated) and important to 
the actor. 

 
The recent theory concerns the basic values that people in all cultures recognize. It identifies 
ten motivationally distinct types of values and specifies the dynamic relations among them. 
On the next page are the ten values identified by Schwartz in terms of the broad goal they 
express. 
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Value Defining goal 
 

Self-Direction 
 

Independent thought and action choosing, creating, exploring. 
 

Stimulation 
 

Excitement, novelty, and challenge in life. 
 

Hedonism 
 

Pleasure or sensuous gratification for oneself. 
 

Achievement 
 

Personal success through demonstrating competence according to 
social standards. 
 

Power 
 

Social status and prestige, control or dominance over people and 
resources. 
 

Security 
 

Safety, harmony, and stability of society, of relationships, and of self. 
 

Conformity 
 

Restraint of actions, inclinations, and impulses likely to upset or harm 
others and violate social expectations or norms. 
 

Tradition 
 

Respect, commitment, and acceptance of the customs and ideas that 
one's culture or religion provides. 
 

Benevolence 
 

Preserving and enhancing the welfare of those with whom one is in 
frequent personal contact (the ‘in-group’). 
 

Universalism 
 

Understanding, appreciation, tolerance, and protection for the welfare 
of all people and for nature. 
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Beliefs 
 
The core of Beck’s (1991, 1995, 1999) cognitive model incorporates a hierarchy involving 
three levels of cognition: 
 
● Core beliefs 
● Intermediate beliefs 
● Automatic thoughts and images 
 

 
 
16 2. Overview of Cognitive Behavioral Therapy Ch02.qxd 7/8/05 5:30 PM Page 16 

 
Core beliefs are the most entrenched and inner level of beliefs. The core beliefs of well-
adjusted individuals allow them to interpret, appraise, and respond to life events in realistic 
and adaptive ways. When dysfunctional, core beliefs represent distortions of reality and tend 
to be global, rigid, and overgeneralized (e.g., “I am a burden to others.”) (Beck, 1995). 
 
Intermediate beliefs are defined as often unarticulated attitudes, rules, expectations, or 
assumptions (conditional statements). Importantly, intermediate beliefs influence an 
individual’s view of a situation, and ultimately, his or her thinking, feelings, and behaviour. 
Below is an example of an intermediate belief: 
 
● “Sick people are a burden.” 
 
Automatic thoughts are defined as the most superficial level of cognition. As the examples 
below show, automatic thoughts are the actual sayings or images that go through one’s mind 
in a given situation. 
 
● “I won’t be able to get up today.” 
● “That pain means I’m getting worse.” 
 
These three aspects of cognition are organized in terms of a hierarchy such that core beliefs 

drive intermediate beliefs and both ultimately manifest themselves in terms of automatic 

thoughts. Core beliefs serve to organize and process incoming information (Beck, 1991, 

1996). Both core beliefs and intermediate beliefs arise as a result of people’s attempts to 

interpret and make sense of their life experiences and environment. The way in which they 

approach this interpretation depends largely on the approaches to thinking they learned 

earlier in their development (Beck, 1995).  

Automatic thoughts or images

Intermediate Beliefs 
(attitudes, rules and 

assumptions

Core Beliefs
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Core beliefs are the essence of how we see ourselves, other people, the world and the 

future. They are sometimes activated in certain situations and the thinking can impact 

attitude and behaviour towards ourselves, others, the world and the future. 

I am Others are The world is The future is 
 
 
 
 
 

 

Attitude 
 
What is an attitude?  

 
An attitude is usually defined as a disposition or tendency to respond positively or negatively 
towards a certain thing (idea, object, person or situation). They encompass, or are closely 
related to, our intermediate beliefs. They be voiced as an opinion or displayed through 
behaviour as well as language. 
 
 
 
 
 
 
 
During this coaching programme: 
 
What are the attitudes that you experience having in relation to yourself and your coaching 
capability? 
 
 
 
 
 
What are the attitudes that you experience having in relation to other people and your 
coaching capability? 
 
 
 
 
What are the attitudes you experience having in relation to the world (the topic presented 
maybe) and your coaching capability? 
 
 
 
 
 
What are the attitudes that you experience in relation to the future and your coaching 
capability? 
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In the Complete Handbook of Coaching page 39 - Box 2.1 there are examples of thinking 

that may be witnessed and experienced in a coaching dialogue.  

Example thinking 
 

Think of a specific example 

Mind reading / jumping to conclusions: jumping to 
foregone conclusion without the relevant information,  
 

 
 
 
 

All-or-nothing thinking: evaluating experiences on 
the basis of extremes such as excellent or awful, use 
of words like always and never. 
 

 

Blame: not taking responsibility and blaming 
somebody or something else for the problem. 
 

 
 
 
 

Personalisation: taking events personally 
 

 
 
 
 

Fortune-telling: assuming you always know what the 
future holds. 
 

 
 
 
 

Emotional reasoning: mistaking feelings for facts. 
 

 
 
 
 

Labelling: using labels or global ratings to describe 
yourself or others. 
 

 
 
 
 

Demands: peppering your narrative with rigid or 
inflexible thinking such as “shoulds” and “musts”; 
making demands of yourself and others. 
 

 

Magnification or awfulizing: blowing events out of 
all proportion. 
 

 
 
 
 

Minimization: minimizing the part one plays in a 
situation. 
 

 
 
 
 

Low frustration tolerance (I can’t stand it): we 
lower our tolerance to frustrating or stressful 
situations by telling ourselves I can’t stand it. 
 

 

Phoneyism: believing that you may get found out by 
significant others as a phoney or imposter. 
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Notes page  
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Can those with performance and managerial responsibility coach?  
 
Whitmore believes they can: 
 

Can a manager, therefore be a coach at all? Yes, but it demands the highest 
qualities of that manager: empathy, integrity and detachment, as well as a 
willingness, in most cases, to adopt a fundamentally different approach to his / her 
staff. He / she will also have to find his / her own way, for there are very few role 
models to follow and may have to cope with initial resistance from some staff, 
suspicious of any departure from traditional management. They may fear the 
additional personal responsibility implicit in a coaching style of management. These 
problems can be anticipated and are generally easily coached away. (Whitmore, 
2011, p. 20) 

 
Coaching is as much about the way things are done as about what is done. Coaching 
is primarily concerned with the type of relationship between the coach and the 
coachee, and the means and style of communication used. Of course the objective of 
improving performance is paramount, but how that is best achieved is what is in 
question. The coach is not a problem solver, a teacher, an advisor, an instructor or 
even an expert; he or she is a sounding board, a facilitator, a counsellor, an 
awareness raiser. (Whitmore, 2011) 

  
We have just asked the question - Can those with performance and managerial 
responsibility coach?  A coach who is also a manager may be coaching on genuine 
performance needs for the organisation. There is often a power dynamic based on position 
in an organisation and a manager who is coaching will need to be aware of what impact this 
has. Some managers will be very outcome or results focussed and others may be more 
process focussed.  
 
What is to be achieved and how it is to be achieved may be two areas where a manager and 
person being coached have different views and beliefs. In any organisation with a diverse 
workforce there needs to be consideration of the values and attitudes held by individuals and 
the organisation. Coaching can sometimes in these relationships turn into a form of 
performance management and then the ethos of coaching and its empowering qualities can 
be reduced or lost. 
 
It is often said that coaching is non directive but the coach does bring something to the table. 
The reality is the coach always has some sense of direction, control, use of behaviours such 
as questioning, listening etc. The power is in the relationship dynamic. 
 
Whitmore reflects that: 
 

Through the coaching question and answers the manager / coach learns not only 
what action the subordinate intends to take but also how he came to his conclusions. 
The subordinate not only is encouraged to make his own decisions but is coached to 
higher levels of awareness and responsibility. These two qualities are paramount to 
achieving and sustaining high levels of performance. (Whitmore, 2011) 

  
 
 
 

Integrating a coaching approach within your organisation  
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Choosing with awareness: The Skill - Will Matrix (from The Tao of Coaching by Max 

Landsberg) 

 

How do we assess skill and will so we can make an informed choice about our approach? Is 
skill more objective and will more subjective to assess? 
 
Within this approach called coaching there are times when our informed choice to use it as 
an approach may lead us to plan an intervention with another person. Other times our use of 
the coaching approach may be more spontaneous, someone who comes to us for help and 
we chose not to give advice and pass on our experiences but in the moment take a more 
listening and inquiring approach.  
 
So within our approach we have a number of choices along two continuums: 
 
Directive              Non – directive 
 
Planned          Spontaneous 
 
 

Planned coaching  
 
Within more planned coaching some form of agreement and contracting will likely occur 
between the person being coached and the coach. Sometimes this is done informally and 
verbally, other times it may be written and more formal to establish a clear starting point and 
define a clear end point. This planned approach can ensure that the person being coached 
has had the relevant information about the coaching process.  
 
 
 
 

             High 
 
 
 
 
 
 
 

Will 
 
 
 
 
 
 

              Low 

Guide & Support Delegate 

Direct  Engage (Excite) 

 
  
  

Low                                 Skill                         High                      
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Taking a planned approach  

1. Identify individual  

• Does the individual understand the approach and have information about coaching? 

• Do they understand their own role in it and the role of the coach? 
 
2. Identify and communicate with other significant people 

• Line manager 

• Department manager 
 

3. Agree venue and timescale 

• Are both of you aware of the process including where and when? 

• How long will each coaching session be, how many and what frequency? 

• Have you agreed how this will fit into broader management context if relevant or 
appropriate? 

 
4. Back ground information – person and organisation/department 

• How does coaching as a style fit into your organisation? 

• What are the key targets which the individual is working towards both within the wider 
organisation and the department? 

 
5. Diagnostic and Assessment Information – style, type and cost 

• What approach to assessment are you going to use? 

• Do you have any resources in the budget? 
 
6. Learning Outcomes or goals 

• What are the key goals? 

• How will you measure the success of the coaching relationship? 
 
7. Resources required 

• What resources do you need? 
 
 
 

Consider someone you are going to approach to coach – start to go through the steps 

above 

1 

2 

3 

4 

5 

6 

7. 
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Ethics and Coaching – relationship management 

In coaching current standards of behaviour are very much self-imposed. Providers of 

development programmes in coaching, various literature sources about coaching and a 

number of coaching bodies all provide guidelines for professional coaching practice. 

Coaching, like any other profession has a need for professional standards and ethics. 

Coaching is a relatively new profession and some would argue that it has not yet merited a 

professional status. There are, however, a number of bodies each with their own 

professional code of ethics in relation to coaching. These include: 

• European mentoring and Coaching Council (EMCC) 

• International Coach Federation (ICF) 

• Association for Coaching (AC) 

• Association for Professional Executive Coaching and Supervision (APECS) 

• International Association of Coaching (IAC) 

• Worldwide Association of Business Coaches (WABC) 

Each body provides a code of ethics and complaints procedure to encourage compliance 

with professional standards and ethical practice. The codes lend themselves to other 

professions such as medicine, counselling, psychotherapy and teaching and contain similar 

and overlapping information with common themes. The areas usually covered in such code 

of ethics are: 

• Contracting 

• Confidentiality 

• Conflict of interest 

• Competence 

• Dual and multiple relationships 

• Boundary management 

• Self-management 

• Misrepresentation 

Contracting 

Usually there will be a need for a verbal or written contract / agreement between the coach 

and the person being coached. This would cover responsibilities of both parties, number 

agreed sessions, length and frequency of sessions. It may cover payment and also highlight 

any complaints procedure the person being coached may follow. 

Contracting also covers the commissioning organisation and sometimes a 3 way meeting is 

necessary between coach, pbc and manager / commissioner before the coaching 

relationship starts. The expectations of the organisation and organisational needs or 

requirements are sometimes part of this negotiation and contracting. 

Confidentiality 

Confidentiality cements the basis of trust in the relationship. To agree that something is 

confidential is to limit the information and experience to the people who make that 

agreement. Sometimes there is a need for a reporting back to someone else in the 
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organisation, a manager, commissioner. This needs to be handled sensitively and clearly. It 

is recommended that the coach encourages the pbc to report back relevant outcomes 

themselves in key working relationships rather than be part of that process.  

Conflict of interest 

Seek to avoid conflicts between the interests of the coach and the interests of the person 

being coached. One example is when the coach also offers other services such as training 

and development and the person being coached is highlighting needs in that area for 

themselves or the organisation they work in. The coach is helping the pbc to generate 

relevant options but not sell them to the person as this would be a clear case of putting their 

own interest first. The person being coached would have a variety of choice in meeting that 

need and the coach may not be the best person to meet that identified need. 

Competence 

Competence is usually defined as meeting the standard required to do the role required. It 

often conveys a certain level of experience and development. It is important coaches are 

aware of their own limits and strengths within a coaching relationship. They will need to be 

able to discern if a person being coached needs additional support such as counselling and 

refer appropriately.  

Boundary management - dual and multiple relationships 

This can occur when the relationship has more than one role or interest. Managing a person 

you are coaching can sometimes present dilemmas around the core ethos of the client being 

resourceful. If as a manager you have strong pressure on performance for yourself and the 

people you manage then you may have some issue with using a coaching approach with the 

core attitudes of non-directive and non-judgmental.   

Self-management 

A coaching role needs a high degree of self-awareness and self-management. The coach 

needs to be properly prepared for coaching and have appropriate time and space before a 

coaching session. The coach may also become aware of bias and assumptions they are 

holding about the person being coached before, during or after a coaching session. 

Misrepresentation 

Coaches often come from a variety of backgrounds, professions and work experiences. It 

can be important to acknowledge with the person being coached the nature of these 

backgrounds but focus clearly on what coaching is and what it offers with them. They are 

then clear that this is a coaching relationship and expectations can be clarified if needed on 

both sides.  
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Take Care Model – benefits to individual and organisational performance 

Coaching does not happen in isolation. It sometimes happens in the context of the 
organisation people work in, their relationships within the organisation and their lives and 
relationships outside the organisation. 
 
The American writer, Margaret Wheatley, tells a heartening story about a junior high school 
which had to be evacuated during a rainstorm. When it was safe to return to the building, the 
Principal was the last inside and was greeted by eight hundred pairs of shoes in the lobby. In 
the face of a crisis, the children had independently decided what they needed to do to help 
take care of their shared environment. In how many other high schools would the students 
respond in such a thoughtful and intentional manner? It is perhaps easier to understand the 
young people’s response when you get to know the rules the whole school community have 
adopted – and, rather surprisingly for an educational establishment, there are only three. 
However, all decisions and behaviours are based on these three rules. They are:  
 

• take care of yourself 

• take care of each other 

• take care of this place 
 
 
 
 
 
 
 
 
 
 
Margaret Wheatley says that “the fact that this worked so well in a junior high environment 
should make us all sit up and take notice!” (Wheatley, 1998) And there is something about 
this moving story which compels us to think about the principles we live by within our own 
working communities. At Space2think we decided to follow the example the school set and 
adopt the same principles ourselves – adjusting the last one slightly to ‘take care of business 
and the organisation’. 
 
For a coaching approach to have clear organisational benefits there needs to be a balance 
between meeting individual and organisational needs and aspirations. Coaching needs to 
take care of an individual’s development and performance and also take care of the 
development and performance of others and the organisation. This model helps consider the 
needs, aspirations and responsibilities of three different elements - myself, others and the 
wider organisation. 

 
The take care model can also be used 
to support conversations about 
impact and return on investment  

 
 
 
 
 
 
 

Take care of 
yourself

Take care 
of this 
place

Take care 
of each 
other

Impact on 
yourself as the 

coach

Impact on 
the 

organsation

Impact on 
those you 

are 
coaching
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Barriers to coaching  

These barriers can usefully be defined as coming from: 

 
• within me the coach 

• within the person being coached 

• significant others 

• the operational context 

• the organisational context  
 
 It will be necessary to develop strategies overcome some of these barriers. 

 
 

Barrier  Strategy to overcome 

Within me the coach 
 
 
 
 
 
 
 

 

Within the person being coached 
 
 
 
 
 
 
 

 

From significant others 
 
 
 
 
 
 
 

 

Within the operational context 
 
 
 
 
 
 
 

 

Within the organisational context  
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A Model for Coaching: The GROW model (Whitmore, 2011) is a structure for 
conversation that covers a number of key aspects. If change and development is 
to occur all of these have relevance and place in the conversation. They bring 
structure and focus for both people. 
 

Topic  
Goal    future orientated  
Reality     present orientated  
Options    creative orientated  
Will        action orientated  
 
  

Topic

Goal

Reality

Options

Will

Creating a tool box of structures, tools and resources 
that support a coaching approach 
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. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Topic - Agree topic for the conversation 

The person being coached often needs time to 

introduce the subject for the session, or an 

opportunity to narrow down possible areas for 

coaching.  The ‘topic’ allows the time for 

identifying the subject or area of discussion for 

that particular session/conversation. 

Goals - What do you want to 

achieve? 

• Agree what you want to achieve long 
term and from the session 

• Agree specific goal for the session 

• Set longer term goal if appropriate 
 

This stage establishes what the person 

being coached (pbc) would like to achieve 

in the session and / or over a specific 

period of time.  It is summed up in the 

question, ‘What do you want to achieve?’  

There are two types of goals which are 

being sought, the final goals which may be 

reached over a specific period and ‘journey 

goals’ which help maintain motivation, 

gives rewards and makes the final goal 

reachable. This often helps the person 

being coached (pbc) to be able to commit.   

 

Reality - What is happening now? 
 

• Invite self-assessment of current 
situation 

• Help to raise awareness 

• Offer specific examples of feedback 

• Avoid making assumptions and be 
aware of pbc making assumptions 
 

One question which sums up this element of 

the model is ‘Where are you now?’   

There are many factors which colour an 

individual’s view of present reality and this 

can often be influenced by their beliefs and 

past experience.   

Beliefs are those views of ourselves which 

are only true if we accept and believe them, 

and can be both limiting or enabling. In 

reality limiting beliefs have no power to stop 

the individual from reaching their goals 

unless they continue to believe them. 

 

Options – What could you do? 

• Invite suggestions from the pbc 

• Cover a wide range of options – (to 
decide is to murder alternatives) 

• Offer suggestions carefully – but don’t 
dismiss your own experience 

• Ensure choices are made 
 

This takes the pbc through as many 

possible options as is thinkable, this could 

be referred to as the brainstorming stage.  It 

looks beyond limiting beliefs and present 

situations, asking ‘what if’ questions such as 

‘what if you had the time?’ The individual is 

not always aware of the number of choices 

available and this exercise can often be 

surprising in that it raises the pbc’s 

awareness to the choices they can take.  It 

can also take the pbc out of the ‘I’ve tried 

everything’ scenario.  

 

What Next or Will – What will you do? 

• Commit to action 

• Encourage pbc to make things happen 

• Make steps specific and define time 

• Agree support if appropriate 
 

The pbc is taken to the stage where they 

are asked ‘what will you do?  It is known as 

the ‘will’ stage.  It moves beyond the ‘could 

and should do’ to the ‘I will do that’. It seeks 

to work with the pbc to explore where 

support and encouragement can be found.  

At this stage it is important to identify the 

resources needed and appropriate 

timescales. 
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A second Model of Coaching: OSCAR seen in Jenny Rogers: Manager as Coach  very 
similar model to tGROW in that it brings structure and focus to a coaching conversation and 
sessions and is just as easy to remember. 

➢ Outcomes – future orientated – how would you like it to be? What is your dream / 

vision? 

➢ Situation – present orientated – What is happening now? What is it like now – facts 

and feelings? 

➢ Choices and Consequences – creative orientated – what will help you get from 

where you are now to where you want to be? What are the benefits and burdens of 
that? 

➢ Actions – action orientated - What do you need to do? What will you do? 

➢ Reflection and Review – evaluative orientated – what are the results and impact? 

 

Outcomes

Situation

Choices and 
ConsequencesActions

Reflection and 
Review



Some questions that work within the tGROW & OSCAR structures 

 

 

 

 

 

 

 

 

  

Topic

Outcomes

•What would you like to talk about today?

•What do you want to focus on today?

•What would be useful for you to talk about?

•What is the subject matter or issue on which you 
would like to work?

•Last time we met we discussed ... where are you with 
that now?

Goal

Outcomes

•What form of outcome are you seeking by the end of the 
conversation/session?

•How far and how detailed do you expect to get in this 
conversation/session?

•What is the time frame?

•What intermediate steps can you identify which will get you to your 
outcome?

•What are their time frames?

Reality

Situation

•What is the present situation in more detail?

•How would you describe what is happening now?

•Who else is affected by this issue?

•Who knows about your desire to do something about it?

•How much control and influence do you have personally?

• How much control and influence do others have?

•What action steps have you taken so far?  

•What have been your successes?

•What obstacles do you need to overcome on the way?

•What resources do you already have?

Options

Choices and 
Consequences

•What are all the different ways you could approach this issue?

•What else could you do?

•What would you do if you had no limitations?

•What would you do if you could start again with a clean sheet?

•Would you like to add a suggestion from me?

•What are the advantages and disadvantages of the different options?

•What, if any, internal obstacles or personal resistances do you have 
to taking action?

Will

Actions

•Which option or options do you choose?

•To what extent does this/these meet your goal?

•What are your criteria and measurements for success?

•When precisely are you going to start and finish each action step?

•Who needs to know what your plans are?

•What commitment on a one to ten scale do you have to taking these 
agreed actions?

•What prevents this from being ten?

•What could you do or alter to raise your commitment closer to ten?

•Is there anything else you want to talk about or are we finished?
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Understanding Difference  

Kolb’s Learning Cycle  

 
 
 
A typical presentation of David Kolb's two continuums is that the east-west axis is called the 
Processing Continuum (how we approach a task), and the north-south axis is called the 
Perception Continuum (our emotional response, or how we think or feel about it).  
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Learning styles – Honey and Mumford 
 
The ways in which we prefer to learn can often impact the way we work with others. Will I work 
differently with someone who learns the same way as me? How will I work with someone who 
learns in a different way than I do? Peter Honey and Alan Mumford have identified four main 
learning style preferences. 
 
Most of us have elements of more than one learning style.  Think about your strongest style and 

your weakest style to identify how you learn. (A full online version of this questionnaire is available 

from www.peterhoney.com ) 

 

People with a preference for activism / action 
 
 
People with a preference for reflection 
 
 
People with a preference for theory 
 
 
People with a preference for pragmatism 

 
 
 
 
Activists: People with a preference for activism tend to involve 

themselves fully and without bias in new experiences. They enjoy the here 
and now and are happy to be dominated by immediate experiences. They 
are open-minded, not sceptical, and this tends to make them enthusiastic 
about anything new. Their philosophy is: ‘I’ll try anything once’. They tend to 
act first and consider the consequences afterwards. Their days are filled with 
activity. They tackle problems by brainstorming. As soon as the excitement from one activity 
has died down they are busy looking for the next. They tend to thrive on the challenge of new 
experiences but are bored with implementation and longer term consolidation. They are 
gregarious people constantly involving themselves with others but in doing so; they seek to 
centre all activities around themselves. 
 

 

Typical Characteristics Flexible Get bored with consolidation 

Happy to give things a try Open minded Optimistic about change 

Rush into action without preparation Takes unnecessary risks 

Unlikely to resist change Takes immediate obvious action 

learn best when learn less when 
Involved in new experiences, problems and 
opportunities  
Working with others in business games, team 
tasks, role-playing  
Being thrown in the deep end with a difficult task  
Chairing meetings, leading discussions  

Listening to lectures or long 
explanations  
Reading, writing or thinking on their own  
Absorbing and understanding data  
Following precise instruction to the letter  

http://www.peterhoney.com/
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Reflectors: People with a preference for reflection like to stand back to ponder 

experiences and observe them from many different perspectives. They collect data, 
both first hand and from others, and prefer to think about it thoroughly before 
responding. They tend to postpone reaching definitive conclusions for as long as 
possible. Their philosophy is to be cautious. They are thoughtful people who like to 
consider all possible angles and implications before making a move. They prefer to take a 
back seat in meetings and discussions. They enjoy observing other people in action. They 
listen to others and get the drift of the discussion before making their own points. They tend to 
adopt a low profile and have a slightly distant, tolerant, unruffled air about them. When they act 
it is part of a wide picture which includes the past as well as the present and other 
observations as well. 

 

Theorists: People with a preference for theory adapt and integrate observations 

into complex but logically sound theories. They think problems through in a vertical, 
step by step logical way. They assimilate disparate facts into coherent theories. They 
tend to be perfectionists who won’t rest easy until things are tidy and fit into a rational 
scheme. They like to analyse and synthesise. They are keen on basic assumptions, 
principles, theories models and system thinking. Their philosophy prizes rationality and logic. If 
it’s logical, it’s good. Questions they frequently ask are: Does it make sense? How does this fit 
with that? What are the basic assumptions? They tend to be detached, analytical and 
dedicated to rational objectivity rather than anything subjective or ambiguous. Their approach 
to problems is consistently logical. This is their mental set and they rigidly reject anything that 
doesn’t fit with it. They prefer to maximise certainty and feel uncomfortable with subjective 
judgements, lateral thinking and anything flippant. 

 

learn best when learn less when 

They are put in complex situations where 
they have to use their skills and knowledge  
They are in structured situations with clear 
purpose  
They are offered interesting ideas or concepts 
even though they are not immediately relevant  
They have the chance to question and probe 
ideas behind things  

They have to participate in situations which 
emphasise emotion and feelings  
The activity is unstructured or briefing is 
poor  
They have to do things without knowing the 
principles or concepts involved  
They feel they're out of tune with the other 
participants e.g. with people of very different 
learning styles  
 

Typical Characteristics Careful Good listener 

Not jump to conclusions Methodical Holds back from 
participation 

Slow to decide Thorough & thoughtful 

learn best when learn less when 

Observing individuals or groups at work  
They have the opportunity to review what has 
happened and think about what they have learned 
Producing analyses and reports doing tasks 
without tight deadlines  

Acting as leader or role-playing in front of 
others  
Doing things with no time to prepare  
Being thrown in at the deep end  
Being rushed or worried by deadlines  
 

Typical Characteristics Disciplined 
 

Intolerant of subjective, 
intuitive ideas 

Logical Low tolerance for uncertainty, ambiguity 

Parental in approach Probing when questioning Rational 

Restricted in lateral thought Objective 
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Pragmatists: People with a preference for pragmatism are keen on trying 
out ideas, theories and techniques to see if they work in practice. They 
positively search out new ideas and take the first opportunity to experiment 
with applications. They are the sort of people who return from management 
courses brimming with new ideas that they want to try out in practice. They 
like to get on with things and act quickly and confidently on ideas that attract 
them. They tend to be impatient with ruminating and open-ended discussions. They are 
essentially practical, down to earth people who like making practical decisions and solving 
problems. They respond to problems and opportunities as a challenge. Their philosophy is 
there is always a better way and If it works it’s good. 

 

learn best when 
 

learn less when 
 

There is an obvious link between the topic and 
job  
They have the chance to try out techniques with 

feedback e.g. role-playing  
They are shown techniques with obvious 
advantages e.g. saving time  
They are shown a model they can copy e.g. a 
film or a respected boss  

There is no obvious or immediate 
benefit that they can recognise  
There is no practice or guidelines on 
how to do it  
There is no apparent pay back to the 
learning e.g. shorter meetings  
The event or learning is 'all theory'  
 

 
 
 

 

 
 
 
 
 

Typical Characteristics Business like - gets to the 
point 

Does not like theory. 
 

Impatient with waffle Keen to test things out in 
practice 

Task focus 

Rejects ideas without clear 
application 

Practical, down to earth, realistic 

Technique focus Seize first, often obvious solution 

What are you preferred learning preferences and how might this impact you when using 

a coaching approach? 
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Circle of Concern - Be sure of what you can influence 
 
At the core of coaching is personal responsibility. This tool is useful when working with 
someone to increase their awareness of the place(s) where they can bring change. 
 
In his book the 7 Habits of Highly effective people Stephen Covey (Covey, 1989) talks about 
Circles of Concern and Circles of Influence.  
 
He suggests that  Proactive People have the ability to focus their time on energy on things they 
can control (their circle of influence) instead of reacting to, or worrying about conditions over 
which they have little or no control (their circle of concern) 
 
Behaving in a proactive way by making use of your responsibility, your ability to make a response 
is a key part of working within your Circle of Influence. 
 
 
 
 
When engaging with a problem that needs to be 
resolved, or a change that needs to happen it 
is important to be able to discover and work 
within your Circle of Influence, what is it 
that you have the power and influence to 
change? 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
What things do you expend emotional, mental, physical and spiritual energy on that are not in 
your circle of influence but in your circle of concern? 
 
 
 
 
 
 
 
 
 
 
 
 
 

Circle of concern 

Circle of   

influence 



 

57 
 

Scaling  
 
Scaling is an approach that is used within coaching and especially in what is known as 
solution focussed coaching. 
 

 
 
 
 
 
 

 
The approach centres around asking certain types of questions using a scale (commonly 1-10) 
to help a person reflect on an area of their development.  
 
There is a full article on the website. What is presented here are some initial ideas about how 
you can use scaling within your coaching.  
 
 A starting place: 
Asking someone to position themselves on the scale can be a useful way of getting people to 
understand and reflect on where they are now.  
 
Where would you say things are between 0 and 10 right now?” 
 
 Giving hope and confidence in what has already been accomplished: 
This is helpful in encouraging people to reflect on what they are already doing 
 
So you have said that you are at a 4 – what is it that you are already doing that means that 
you are not a 3? 
 
 Focusing on small next steps 
Whatever the actual position on the scale, a very important move is the next small step 
upwards. 
 
What is the first small step to move you beyond where you are currently? 
 
You are a 4 now, what would you being doing if you were at 4 ½? 
 
Considering consequences of having reached the goal. 
Scales help to define the wanted state. Some people want to reach 10, while for others 
reaching 7 or 8 is exactly where they want to be. 
 
How will things be different when you have reached your goal on the scale?” 
 
 At the end – a checking for levels of commitment  
On a score of 1 to 10, how committed are you to taking this step?  
 
If a person says their commitment is lower than 7 it is probably worth asking some questions 
about what would increase their level of commitment. They may be potential barriers in 
themselves or their context that need to be worked with first. 
 
Adapted from Scaling for Coaches: 10 minutes for performance and learning (Dr. Peter Szabó, 
2005) 
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Wheel of Life 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Notes: 

• This exercise will help clarify priorities for goal-setting, allowing the person being coached to 
plan so that their life is closer to their definition of balance. 

• Balance is personal and unique to each individual – what may be balance for some may be 
stressful or boring for others.  

• Balance must be assessed over time. So, a regular check on how balanced the client is can 
highlight useful patterns and help them learn even more about ourselves. You can do this 
with them, or recommend they do it for themselves 
 

Detailed Instructions: 

1. Ask them to review the 8 areas on the Wheel of Life. The Wheel must, when put together, 
create a view of a balanced life for them. If necessary they can split categories to add in 
something that is missing for them.  

2. Ask them to think about what success feels like for each area. 

3. Now ask them to rank their level of satisfaction with each area of their life by drawing a line 
across each segment. Place a value between 1 (very dissatisfied at the centre) and 10 
(fully satisfied toward the edge) against each area to show how satisfied they are currently 
with these elements in their life. 

4. Now, looking at the wheel here are some questions to ask the client and take the exercise 
deeper: 

1. Are there any surprises for you? 
2. How do you feel about your life as you look at your Wheel? 
3. How do you currently spend time in these areas? 
4. How would you like to spend time in these areas? 
5. Which of these elements would you most like to improve? 
6. How could you make space for these changes? 
7. Can you effect the necessary changes on your own? 
8. What help and cooperation from others might you need? 
9. What would make that a score of 10? 
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The sections can be changed to suit the needs of the person being coached and can be 
adapted to reflect a specific area of focus: My role as line manager 

 
 
 
 
 
 
 
 
 
 
 
 

 

 

 
 

Notes: 

• This exercise will help clarify priorities for goal-setting, allowing the client to plan so that their 
line management develops in a way that reflects current organisational needs. 

• The balance of these areas will be personal and unique to each individual however this 
balance will need to explored in the context of professional and organisational expectations. 

• Balance must be assessed over time. So, a regular check on how balanced the person is 
can highlight useful patterns and help them learn even more about ourselves. You can do 
this with them, or recommend they do it for themselves 
 

This tool can usefully be supported by the use of scaling questions described earlier in the 

work book 

  

 

Report writing 

Time management  

Resilience 

Finances 

 

Supervisions  

Project 

management  

Use of 

coaching  

Having difficult 

conversations 
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Coaching Sets 

A coaching set is made up of three individuals.  These are safe, non-hierarchical groups 
whose members take on the roles of Coach, Person Being Coached (PBC) and Observer. 
 
The aim of the set is: 
 

1. To give opportunity to practice coaching and to gain understanding about the role.  
2. To understand first-hand the experience and benefits of receiving coaching. 
3. Learn from each other through observation and generating feedback. 

 
Within your ‘Coaching set’ you take turns to observe, coach and be coached.  Time will be 
given to this exercise for the coaching practice and review and reflection.   
 
 

• In 3’s decide who will be the coach, person being coached and observer. 
 

• Take 15 – 20 minutes for the coaching session. The attention and needs of the person 
being coached are the priority during this part of the process. 

 

• When the session has ended the focus switches to the needs of the coach. Take 10 – 
15 minutes for generating learning and feedback for the coach 

 

• The observer helps the coach develop awareness of their own performance by 
encouraging a self-assessment. Invites the person being coached to confirm and offer 
new feedback. The observer finally gives feedback to the coach from their own 
observations and notes. This is all done in the spirit of enquiring into and non-
judgmental awareness. 
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Prompts for the person being coached 
 
Before the first or next coaching session 
 
Name_____________________________  Date____________________ 
 
You will only enjoy the benefits of coaching if you give yourself to the process.  To aid you in 
your first session answer the following questions: 
 

• What challenges and issues are you facing right now? 
 
 

• What opportunities are present for you right now? 
 
 

• What accomplishment and achievements would you like to build on or repeat 
successfully? 

 
 

• What actions were planned and agreed but not achieved or fully completed? 
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Coaching observation feedback sheet  

 
What structure was the coach using? (tGROW, OSCAR or other) 
 
 
How did the coach start the session? 
 
 
How was the goal/milestone set for the session? 
 
 
How did the coach put the pbc at ease? 
 
 
What did the coach do to get the pbc talking? 

 
How did the coach help the pbc exploring the current reality? 
 
 
How did you know the coach was listening? How did listening affect the dialogue? 
 
 
How did they focus in on particular points? What questions appeared helpful? 
 
 
How did the coach draw out the pbc’s thoughts and feelings? 
 
 

 
How did the coach enable options to be explored? 
 
 
How did the coach draw out the pbc’s ideas? 
 
 
What questions appeared helpful? 

 

 
How were any actions or goals agreed? 
 
 
How clear was the pbc about his/her commitment to actions? 

 

 
How did the session impact the pbc in terms of awareness and responsibility? 
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Quick capture  
It can be useful, and at times it may be required that you record your coaching sessions both 
planned and spontaneous. There may be an organisational requirement, you may want to 
use it as a personal development tool, you may require it for formal assessment or you may 
want to use it for an aid memoir. 
 
Example coaching diary 

Person being coached…………..    Session number……  

    

Date…………….    Length of intervention………… 

 

How was coaching introduced and what contracting occurred? 

 

What goals or ambitions were set? 

 

If this is a second or third coaching intervention with the same person what ‘progress’ has 

been made since the last conversation? 

 

Provide a description of the coaching intervention (What happened? What approach did you 

take? How did the ‘pbc’ respond? What questions did you ask? How did you use listening 

and paraphrasing skills and other coaching skills?) 

 

What tools and resources did you use and how did they support your coaching? 

 

How did learning styles impact the intervention? 

 

What went well within the intervention? 

 

What will you attempt to do differently in the future? 

 

What strengths and weaknesses are you starting to identify in your coaching?   
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Alternative template (mind map) 
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Section 3 
Reviewing own ability to management coach or mentor 
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Reflective Practice 

“Maybe reflective practices offer us a way of trying to make sense of the uncertainty in our 
workplaces and the courage to work competently and ethically at the edge of order and 
chaos…” (Ghaye, 2000, p.7) 
 

Reflective practice is a commitment as practitioners to make sense of our experiences for 

the benefit of ourselves, the people we work with and the profession and organisation we 

represent. It is sometimes a unique space and time with designed activities that can be done 

on your own or with other people. Using a combination of both is recommended. Reflective 

Practice can provoke awareness, learning and responsibility. 

For effective reflective practice to take place we need to create the conditions that allow both 

a clear focus of attention and different levels of attention. The reflective practice sessions 

can be used to focus attention on and impact: self, others and the situation. 

The level of attention to self, situations and other people encountered can vary and are often 

described in the form of a learning cycle - from monitoring and describing facts and feelings 

to reflecting on and enquiring into situations and relationships. Other levels of attention may 

also be those of a more evaluative nature and include decision making leading to change. 

Individuals often have their preferred style of thinking and learning and may be much more 

comfortable in that area of focus. 
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Example framework and model for supervision 

At Space2think our belief and experience is that a holistic and integrated approach to 
Reflective Practice using the whole of the learning cycle, often enables the best outcomes in 
the 3 focus areas of attention identified. Using the table below we can start to capture and 
map where our initial use and focus is and what may be useful to consider for the future. We 
can identify where both our preferred level and focus of attention is and provoke a more 
thorough and cyclical approach to it. 
 

Level of attention 
 
 
 
Focus of  
Attention 
 
Self, Other 
Situation 
Outside practice 
 

Concrete 
experience 
Describe  
 
What? 
Who? 
How? 
 
 
 
 

Reflect 
Enquire 
 
 
Why? 
 
 
 
 
 
 
 
 

Make sense of 
Theorise, 
Evaluate 
 
So What? 
 
 
 
 
 

Apply new 
learning  
Decide, Act   
 
Now What? 
 
 
 
 
 
 
 

 
It involves us considering the feedback available to us individuals and the organisation. It 

actively welcomes this flow of feedback. Feedback can occur 

• In ourselves as sensations, feelings and thoughts 

• From other people, that what they observe and we receive 

• From the environment – any relevant information and data available 

Feedback can be sought through  

• Stillness and quietness 

• Questioning and enquiry 

• Dialogue 

• Reading and research 

As you develop your own habit of reflective practice you naturally develop being more 

responsible and accountable. It can result in benefits in the 3 areas set out below. 

• Performance and Productivity – looking at quality and standards in relation to your 
role, profession and organisation. This can often be linked into professional and 
organisational standards, goals and targets. 
 

• Learning and Development – leading to change and improvement in one’s practice 
of what you do at work, how you relate to people 
 

• Health and Well Being – to be personally supportive and restorative and aid 
sustainability of whatever you practice in your job role.  

Supervised or Supported Reflective Practice (SRP) involves the commitment of a second 

person who deliberately holds a role to add further rigour and support to the process. This 

may be a peer, your line manager or someone external to the organisation.  
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• Peer Supported Reflective Practice 

• Management Supported Reflective Practice 

• External Supported Reflective Practice 

• Group Reflective Practice 

An Organisational Framework for Supported Reflective Practice needs clarity over: 

• Who is supported by who? 

• Where does it happen? 

• When and how often? 

• A basic understanding of expectations and agreement about: 

 

o Power of Direction  

▪ What will be directed by the practitioner? 

▪ What will be directed by the person supporting the practitioner? 

o Focus of session 

▪ Who chooses what to focus on? 

o Stating intentions and actions 

▪ Who chooses what action is needed? 

o Capturing Information 

▪ What will be captured by the practitioner? 

▪ What by the person supporting the practitioner? 

▪ What do they record?  

▪ What do they do with it when they record? 

Further Guidance for Person Supporting Reflective Practice - A manager who is 

supervising / supporting a member of staff has a direct responsibility for promoting 

organisational and professional standards. They may come across situations in Supported 

Reflective Practice where there positional power and professional experience is expected to 

be exercised. Below are two considerations: 

• How you do this may depend on your own style and preference for being up front in 

your judgements about the quality of the practitioners work or for steering people 

towards, or modelling, the good practice you prefer. 

 

• Consider the development stage of the practitioner – whether at any one time it is 

more important to challenge from your own values or to concentrate on helping 

workers to define and express their own. 

In general, reflective practice is understood as the process of learning through and from 
experience towards gaining new insights of self and/or practice (Boud et al 1985; Boyd 
and Fales, 1983; Mezirow, 1981, Jarvis, 1992). This often involves examining assumptions 
of everyday practice. It also tends to involve the individual practitioner in being self-aware 
and critically evaluating their own responses to practice situations.The point is to recapture 
practice experiences and mull them over critically in order to gain new understandings and 
so improve future practice. This is understood as part of the process of life-long learning. 
 

Finlay-(2008)-Reflecting-on-reflective-practice-PBPL-paper-52 
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These are the six functions of social support systems. It is difficult, if not impossible, 

for one person, group or organisation to fulfil all of these functions for you. 

 

 
 

 

Active Listener 

An active listener acts as a sounding board and a mirror. Listens and reflects it back, so 
that you can gain a clearer perspective. Will show that they understand the implications 
of what you are saying but leave the responsibility with you to decide to act. Does not 
advise or compete with you. 

 

Professional Appreciation  

From someone you respect who can let you know how good you are at your role / 
profession. They will be able to validate your work, skills and overall contribution. 

 

Professional Challenge  

Constructive feedback that enables you to develop new ideas, acquire new skills and 
further develop your professional approach and practice.  

 

Emotional Support 

Somebody who can be there for you whatever your emotional state is. They accept your 
presenting feelings as being relevant and healthy and can enable you to re-balance 
when flooded with feelings. 

 

Emotional Challenge  

Can inspire and support you to take risks to help develop a new awareness of your own 
capability. Will question rather than listen in order to challenge your assumptions, beliefs 
and habits. 

 

Sharing Reality  

They will often have to handle very similar situations to you. They may have the same 
feelings, stresses, challenges, successes, despairs and solutions. 

On the next page use the grid to identify and write down someone or group / organisation 
who fills each function, and to what degree. Talk to an appropriate person about your 
findings and consider if you need to take any actions to change your level of support. 

Personal and Professional  
Support and Development 

This may come from individuals, groups or a professional body. 
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Grid to identify relationships that provide support and development 
- personally and professionally  

Beyond the programme you are responsible for setting up SRP. 

 

Relationships for 
support and 
development 
 
 
 

Fulfils 
a little 

Fulfils moderately Fulfils 
substantially 

 
 
Active  
Listening 
 
 

   

 
 
Professional 
Appreciation 
 
 

   

 
 
Professional 
Challenge 
 
 

   

 
 
Emotional 
Support 
 
 

   

 
 
Emotional 
Challenge 
 
 

   

 
 
Sharing Reality 
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Johns’ Model of Structured Reflection (Johns’ C. 1994) 

 
Core question: What information do I need access to in order to learn through this 
experience? 
 

Cue questions 
 
1.0 Description of experience 

 
1.1 Phenomenon – describe the ‘here and now’ experience 
1.2 Causal – What essential factors contributed to this experience? 
1.3 Context - What are the significant background factors to this experience? 
1.4 Clarifying - What are the key processes (for reflection) in this experience? 

 
2.0 Reflection 

 
2.1 What was I trying to achieve? 
2.2 Why did I intervene as I did? 
2.3 What were the consequences of my actions for? 

o myself? 
o the client? 
o significant others? 

2.4 How did I feel about this experience when it was happening? 
2.5 How did the client feel about it? 
2.6 How do I know how the client felt about it? 
 

3.0 Influencing factors 
 
3.1 What internal factors influenced my decision-making? 
3.2 What external factors influenced my decision-making? 
3.3 What sources of knowledge did/should have influenced my decision-making? 

 
4.0 Could I have dealt better with the situation? 

 
4.1 What other choices did I have? 
4.2 What would be the consequences of those choices? 

 
5.0 Learning 

 
5.1 How do I now feel about this experience? 
5.2 How have I made sense of this experience in the light of past experiences and 
future practice? 
5.3 How has this experience changed my ways of knowing: 

o empirics? 
o aesthetics? 
o ethics? 
o personal? 
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Coaching: Evaluating the impossible?  

It's that old chestnut again: just how do you evaluate the effectiveness of coaching? Elouise 

Leonard-Cross opens the coaching equivalent of Pandora's Box. 

 

Coaching as a process has existed in different guises for centuries: it was within the sporting 

arena and the work of Timothy Gallway that the concept was first formalised as a method to 

work on both the physical and inner games. Coaching is essentially about change and 

transformation, focusing on the individuals' ability to grow and alter behaviours, and 

generating new successful approaches and actions. In a business setting it is generally seen 

as a means of developing people to enable more effective performance and fulfilment of 

potential.  

In the workplace it is one of the most rapidly growing forms of staff development (CIPD, 

2006) however, its effectiveness as a development tool and the return on investment for 

coaching spend is still largely unclear and often questioned.  

Coaching is a large and expanding area and gets a great deal of exposure within business 

learning and development. Media coverage has tended to project a highly positive image 

and research suggests that this is supported by the experiences of the people involved (Hall 

et al, 1999).  

"Coaching is increasingly relevant to current workplaces: by dealing with the 
consequences of downsizing, by providing identification of transferable skills to 
support during career transition and to help staff maintain a work/life balance."  

Elouise Leonard-Cross 

The increase in the popularity of coaching may be explained, in part, by the volatile state of 

many organisations and regular career changes that individuals face, with greater 

responsibility for seeking personal development. Coaching is increasingly relevant to current 

workplaces: by dealing with the consequences of downsizing, by providing identification of 

transferable skills to support career transition and to help staff maintain a work/life balance. 

But a key criticism levied at it is the lack of evaluation that takes place. Although establishing 

the effectiveness of coaching is important, programmes, if evaluated at all, are often only 

reviewed at the reactionary level of the coachees. It is questioned whether coaching offers a 

valuable return on investment (ROI) for organisations and studies have identified different 

figures for this. The ROI identified through evaluative studies has ranged from 200% net 

over one year (Kearns, 2006) to 5.7 times the original investment (McGovern et al, 2001). 

Few coaching programmes are fully evaluated to identify the specific improvements made 

for both coachees and coaches, making replicating successful approaches difficult. So the 

need exists to develop a more coherent and well understood perception of the nature and 

benefits of business coaching.  

Bluckert (2005) defines coaching as: "…the facilitation of learning and development with the 

purpose of improving performance and enhancing effective action, goal achievement and 

personal satisfaction. It invariably involves growth and change, whether that is in 

perspective, attitude or behaviour."  
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"The perspective of the coach can add valuable insights into aspects of the coaching 
relationship and individual outcomes." 

This definition encapsulates the key concepts of developmental coaching but highlights 

some of the issues around assessing its success – namely how do we assess and measure 

changes in perspective attitude or behaviour to establish how successful the coaching 

intervention has been?  

Separating tangible benefits (e.g. performance, improved income generation) and intangible 

benefits (e.g. interpersonal skills and workplace dynamics) is difficult. Tangible elements are 

simpler to measure but despite intangible elements being less easy to assess, these are 

crucial when measuring the impact coaching has on the bottom line. A range of intangible 

benefits identified by Sutherland (2005) included career progression for over a quarter of 

coachees, 50% implemented service improvement projects, 57% job enrichment and 43% 

undertaking or registering for further study. Increased levels of self esteem, problem solving 

skills and greater insight were also reported. Anderson (2001) found a 529% return on 

investment and significant intangible benefits to the business.  

Evaluation design  

To evaluate coaching a valid evaluation design is essential, ensuring planning at the outset 

with data gathered via a range of methods. To ensure this is successful programme sources 

in addition to the coachee should be included; the perspective of the coach can add valuable 

insights into aspects of the coaching relationship and individual outcomes. Fairhurst (2007) 

argues four main sources should be considered when evaluating – coaches, coachees, 

organisational perspective and documents, with evaluation including attitude questionnaires 

with rating scales to allow for both negative and positive perceptions. Face-to-face 

interviews, carried out by someone removed from the coaching relationship, allow for more 

in-depth exploration and helps less tangible elements to be verbalised by the client. A 

coaching intervention should not only be evaluated post coach training or on completion of 

coaching but at a time when both the coach and coachee have had time to reflect on the 

intervention and assess any behavioural changes.  

"Those responsible for evaluating coaching need to think beyond simple happy 
sheets and start considering carefully how to evaluate within their organisation." 

By taking the view that coaching is a purely individual development option organisations can 

fail to capitalise on the full benefit that is attainable, which can include not only benefits from 

coaching delivery but also the skills and performance development that can come from 

functioning within a coaching framework and operating internal coach and coachee 

development. Depending upon how coaching is used within an organisation it can impact 

upon a range of aspects of working life, benefiting both the coachee and the organisation in 

general. Benefits identified include teamwork, quality, communications, job-satisfaction, 

flexibility, performance, ownership, succession planning and career planning (Williams and 

Offley, 2005). Those responsible for evaluating coaching need to think beyond simple happy 

sheets and start considering carefully how to evaluate within their organisation. One size 

really doesn't fit all and it is important to consider the type of coaching used and measures 

that relate to this. Organisations are now considering the use of pre and post intervention 
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assessment tools to help to identify individual growth, including emotional intelligence, self-

efficacy and goal focus measures, as individual increases in all of these areas have direct 

business benefit.  

Research has shown that coaching does indeed offer a business benefit, however, 

evaluating the true benefit to enable organisations to establish the return on their coaching 

spend has to be one of the key challenges for coaching practitioners in the next decade.  

Elouise Leonard-Cross is an occupational psychologist, coach and qualified learning and 

development professional who works with individuals and organisations to unlock potential 

and support growth through developmental coaching.  

Evaluation is a key element of any learning cycle.  

Kirkpatrick's book Evaluating Training Programs defined his originally published ideas of 
1959, thereby further increasing awareness of them, so that his theory has now become 
arguably the most widely used and popular model for the evaluation of training and learning. 
Kirkpatrick's four-level model is now considered an industry standard across the HR and 
training communities. The four levels of training evaluation model was later redefined and 
updated in Kirkpatrick's 1998 book, called 'Evaluating Training Programs: The Four Levels'. 
The four levels of Kirkpatrick's evaluation model essentially measure: 

• reaction of student - what they thought and felt about the training  
• learning - the resulting increase in knowledge or capability  
• behaviour - extent of behaviour and capability improvement and 

implementation/application  
• results - the effects on the business or environment resulting from the trainee's 

performance  

Evaluation type  
(what is measured) 

Evaluation description 
and characteristics 

Examples of evaluation 
tools and methods 

Relevance and practicability 

 

 
 
Level 1: Reaction 

Reaction evaluation is how 
the PBC felt about the 
coaching experience 

Feedback forms 
Verbal reaction, post-
coaching surveys or 
questionnaires 

Quick and very easy to obtain  
Not expensive to gather or to 
analyse 
 

Level 2: Learning 

Learning evaluation is the 
measurement of the 
increase in awareness - 
before and after 

Assessments or tests 
before and after the 
coaching  
Interview or observation 
can also be used 

relatively simple to set up; 
clear-cut for quantifiable skills  
Less easy for complex learning 
 

 
 
Level 3: Behaviour 

Behaviour evaluation is the 
extent of applied 
responsibility or action in 
the workplace 

Observation and interview 
over time are required to 
assess change, relevance 
of change, and 
sustainability of change 

Measurement of behaviour 
change typically requires 
cooperation and skill of 
managers/individual 

Level 4: Results  

Results evaluation is the 
effect on the business or 
environment by the PBC. 

Measures are already in 
place via normal 
management systems and 
reporting - the challenge is 
to relate to the PBC 

 

Individually not difficult; unlike 
whole organisation  
Process must be attributing 
clear accountabilities 
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